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ABSTRACT 

This paper reviews a financial management system 
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BEST COPY AVAILABLE 

BACKGROUND - 

The Archdiocese of New York is a geographic entity of 
the Roman Catholic Church in tlie United States. It encompasses 
three boroughs of New York City and the seven proximate counties 
located to the north and northwest of New York City. As a 
Church unit located in a highly urban area, this private, 
non-profit organization operates many social services organizations 
caring for people of all ages from birth to old age. There are 
child caring agencies, hospitals, clinics, counselling services, 
rest homes and homes for the aged. In the area of education, 
the school system services some 120,372 students in 303 elementary 
schools, with 44,216 students in 82 high schools and some 17,788 
students in 18 universities and colleges. The administration 
of such large and varied enterprises can be a most difficult 
undertaking especially in a dynamic and highly urban environment 
such as metropolitan New York. 

For the sake of sir, plicity and brevity, this paper will 
deal with the automated systems dove J oped to liandlo financial 
administration as it pertains to t b. e educational system. As we 
move through the various systems, \n e will delineate t};e various 
structures pertinent to ("htircb* organization which will help the 
reader to understand the wliy t!iesc systems have been developed 
and how they interface with the a d;a i n i s t ra t i vc structures of 
the Archdiocese. Bear in mind that wo are discussing ou'^ arm of 
an organization which has some 10,000 priests and religious 
along with 22 , 000 la)' employees servicing the spiritual and 
O „ material needs of the people in the metropolitan New York area. 

ERIC 
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DATA PROCESS ING CtiNTiiR 

The data procossing center of the Archdiocese is one of 
the central administrative offices which provides services on 
an archdiocesan basis to all organizations affiliated with the 
Church. It functions much as a service bureau specializing in 
church related projects. A 9SK UNMVAC 9400 with 4-8414 disc 
drives, 4-12C tape drives, 2-1100 line per minute printers, a 
2 7 0 3 optical document reader, a card punch and a card reader 
constitutes the hardware a\'ailablo at the computer center. 
There are 23 people on staff handling data preparation, data 
control, operations, programming, systems and administration. 
Several of the organ i ::at ions using the data center are respon- 
sible for data preparation at the local level. This prepared 
data is sent to the computer center either via messenger or 
from remote terminals tjsing telephone lines. Religious Sisters 
in cloistered monasteries also assist in the keypunch/ vc ri fi cat i 
pliase of data preparation, and are not included in th'^ on-site 
staff of t w e n t >' - 1 h r c e . 
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TUITION BILLING - 

With the pressure ci^cated by ever increasing costs and 
declining enrollments, the schools can no longer exist on 
the income from the free will offerings of the faithful. 
Today, we must charge tuition and provide a system for main- 
taining records and providing timely reminders to parents with 
this system requiring a minimum of clerical help. Some twenty- 
five schools, both elementary and secondary are using the tuition 
system for financial record - keep i ng and reminders to parents 
issued on a regular basis monthly, bi-monthly or quarterly as 
the school wishes. An optically readable document is prepared 
for each student account and becomes the turnaround document to 
be returned with payment. When payment is received both checks 
and optical documents arc endorsed with numeric controls to 
allow for tracing checks issued in payment which are not covered 

by adequate funds. This n^ust be done since the name on the 
check often docs not correspond with the name of the student. 
Once the clerical handling hi\s been completed^ both checks and 
forms are hatched - that the bank. deposit slip will become 
the batch control for t !\ o optical documents. 

These documents :ivc ihcn processed at tl^c computer center 
and batch reports generated. Records are updated and maintained 
with n 0 c e s s a r >' fin a n c i a i a d J u s t in e n t s , address c h a n g e s > etc. 
entering the systci'i tlvrou^^^, li appropriate codii^g of either the 
optical document or tb. rough special forms. On the subsequent 
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mailing, a statement of account as well as the current bill 
is printed and sent to the parent* On a regular basis, the 
aged trial balance, arrears listing and student master are 
generated. The deleted students listing and school summary 
totals are also provided for use by adm i n i s t r a t i on* I- i gure 1, 
depicts th : basic flow in the system and contains a saiT^])le o 
the optical document employed. 
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GENERAL LEDGER - 

Today, the area of buds^ting and budget control has become 
the *'raisoi\ d^ciitre" of the fiiuiiicial administrative departments 
of every large organization. Working in conjuction witli the 
Education Finance Office, the Data Center processed payables, 
check writiJig, check reconciliation, vendor analysis and general 
ledger. There are some 33 central education offices and 15 
high schools under archdiocesan control which use a central fund 
for payment of vendors. Some 2S,000 vendor checks are 
issued annually and the vendor file contains about 5,000 
records. Invoices of vendor,s are received at tJic local operating 
organization whether hi^h school or office, and an approval of 
payment form is filled out identifying the payee, the accounts 
to be debited, the amounts, invoice number and date. These are 
then sent to the central finance office where coding is re- 
viewed and vendor codes and addresses, togetliev with batch 
control numbers and t o t l I s arc assigned. A duplicate of the 
approval of j^ayncnl i< forvsarded to data processing in batciies. 
Once t i\ c t n f orna t i o)< is Ve>'|ninched and verified, t)ien a batch 
report is gef^eratod In con\ro\ numl)er order. Tliis is the 
0 r d c i n w h i c 1^ t h c o i i ; » ; ■ <> J sour c e J o c u in c n t s were c o n p 1 c t e d 
and stored. One rat i i.Mi- support c);ecks for errors in bvitches, 
such as an attemju tv? v:st' an \in luul i: c 1 1 o d account, or a chart of 
account item not \alii for tliat p a r t i 1 a r facility. }:ach 
batch must he in ai;r-L]:L'nt before checks are issued for tliat 
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batch and the facility and vendor files are updated. The 
check itself is a punched card and therefore becomes the 
turnaround document that is the input to check reconciliation. 
This segment of the system reports on the status of each 
check, e.g., cleared, out standi jig , void and provides a monthly 

breakdown for the fiscal year indicating checks issued, cleared 
and outstanding along with tl^e res{)ective corresponding 
amoun t . 

A vendor analysis report carries the year to date activity 
of each facility a>;ainst each vendor for purposes of negotiating 
with each vendor. Another program provides an anal /sis of 
each function code or object code in the chart of accounts. 
The function code designated "who" spend the funds while the 
object code designates the "what" for which it was spent. The 
analysis of the function code and/or the object code provides 
a means for studying tends across not only the school system 
b u t t h e e n t i r e a r c h d i 0 ^ c s m s t rii c t u r e . 

Finally, this s y s t ni o n e r a t e s the books of original 
entry for casl^ d i s h u r s cr: c n t s , cash rocoipts, payroll and 
Journal vouchers. The moiu1i1>' operating statement as well as 
the general ledger for each facility and organizational 
structure is produced. 

rigure two, servos to illustrate in outline fashion the 
strea^n of reporting in t e vn^ncral ledger system. 
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PARISH REPORTING - 

The use of the TUITION BILLING system and the GliNLRAL 
LBDGBR system is mandated for all schools and offices under 
direct archdiocesan control. Several parish hiyh schools also 
use this system of reporting. It is important to note that 
the archdiocese does not directly administer a parish. The 
parish unit is largely autonomous and functions quite independent! 
much as a company within a corporate conglomerate. The Cardinal 
appoints the personnel wlio will work within the parish, and 
these men must administer the plant and its operations during 
their appointed term. The parish will function as a profit or 
cost center much as a company under the umbrella of a "holding 
company*' . 

Annual budgets and actuals are submitted to the Central 
Administrative Offices for each parish and parish school. 
Figure 3 is a sariplc ot the school data collection report with 
a tfiree year plant histor\' for purposes of comparing budgets 
vs. actuals. From suci* data, reports can he produced whicli 
review per capita iri^on.c tor each facility and compare this to 
counts' and a r chd i a c o s a !iori',s. This report can also be run to 
compare using public scl^acM districts as the norm. Figure 4 
is a sa:apic of a portion of sucli a report, 

S e\' e r a 1 o t li e r a lu^ i 1 J a r s r o ports arc g e n o rate d f o r analysis 
of receipts and e x p e n d : t u res, i [\ t c r p a r i s h g r an t s an d aid, 
parish assessment, balance slicet reports and so on. ihese reports 
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are run for a budget period or an actual depending on the 
nature of the analysis being pursued. It should be pointed 
out here that all data i)roccssed are passed through appropriate 
edit routines which guarantee the integrity and soundness of 
the database. 

Naturally, in a modern society, the Church has to work 
with many organizations which were not until recently part of 
the spectrum of churcli activity. In 1969, when the lay 
teachers elected to become unionized, a whole series of programs 
had to be prepared to process teacher personnel data and 
simulate these data against parish financial records to 
determine the effect of proposed union p 'i y scales on the 
operating condition of each parish and its fluid assets. 
With such data available, various analyses can be performed 
to determine age distributions, degree distribution, et.al, 
by county or school district. It suffices to say here, that 
the inter-relation of t h i - laformation with financial and 
census information is a s i valuable tool in the determination 
of policies and s t r a t e v; i i s for n o ^: o t i a f i o n . 

{■igurc 5 dej>osits a 1 acJicr data form, along with t)ie 
general flow of rcj^orts produced within that system. Here 
again, we emphasise that vlata juocessing provides a tool to 
the local parishes as well as central administration for 
providing timely and accurate i n f o rjjia t i on for allocating 
a \' a i la 1 > 1 e resources e f f e c t i \" e 1 >■ and e f f j c i e n 1 1 y . 
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M I S C U L L A N lyO U S S [■ K V I C 1: S 

The basic packages cited thus far in this pi^esentat ion 
deal with financial record keeping which is quite similar to 
that which is employed by a large conglomerate having varying 
degrees of control and influence over subsidiaries. The 
central offices of tl^c archdiocese interface in different ways 
with eacli individual unit ur facility. Autonomy and reliance 
on local talent and Jud|:ment is encouraged and has always 
been part and parcel of administrative traditions within the 
Church. flowever, the central administrative offices must be 
in close touch witli ]ocal conditions on a timely basis in order 
to develop the plans and strategies necessary to administer 
ever shrinking resources bearing in mind that ever increasing 
demands arc being made on the Church to provide services to 
its members and all wlio call for assistance when in need. 

I' o r this r e :i s o n , i h e r e are other automated s y s t J' m s 
designed to assist id the administrative goals. Over 22,000 
lay employee recorus rirr a i ii t a i n c d to develoi^ eligibility 
reports for pension, act Kirial analyses and juMision billing. 
An automated systc:- :;:^"]irors the retiree file and prepares 
actuarial reports f o i i n a 1 >• s i s . I :n p 1 o >' e e monies arc invested 
in a Tax Shelter Aiiiiu;!. \' Plan, and various records are 
maintained for s o n e J 5 ' e v.i p 1 o >• c e s participating in the plan. 
Annual reports and sn:\i^\> are generated for purposes of billin 
and informing nemher^ o the status of each account. 
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Billings and records are maintained for Blue Cross/Blue 
Shield, Major Medical and Insurance, Insurance records for 
properties and buildings arc maintained centrally. The records 
for the priests' retirement plan, witli issuance of retiree 
checks, arc maintained and used for purposes of billing and 
actuarial studies. Social Security records are maintained 
for members of religious congregations together with a system 
for determining tlie various fiscal implications of religious 
joining Social Security together with the generation of needed 
reports such as 941's. 

Lach of tlie above entails a system requiring several 
programs, and the list could go on, But it suffices to say 
here, that the Churclv does not and cannot exist apart from 
the society in whi chit finds itself. It mustusethe tools 
of technology to develop the reports requested by federal^ 
state and local government. The Cluirch has an obligation to 
society to use its resources effectively since it has a sub- 
stantial obligation to its lay employees to provide reasonable 
conditions of emp 1 oyitcnt and security* The Church must also 
recognize that it is obligated to provide service to the 
community in which it i< located. 

The trick to do t h. i s , is thcrt all of these things must 
be done on the free-will offerings of the faithful and those 
not of the fai th siiar i ng our human i tari an goal s , It is impossib Ic 
for the Church to increase taxes, for wo do not tax* We cannot 
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Increase assessed valuat ions on the faithful, for there are 
none. Through appeals and fund rai s ing ac t i vi t i es the funds 
necessary to keep the work moving forward must be obtained 
from those interested in supporting such church- related 
activi t ies , 

Here ^ aga i n in fund r a i s i ng , aut oma t ed sy st cms h ave been 
devised to develop ruiilinR lists, keep track of pledges and 
provide reminders to done rs , anal yse various campaigns and 
giving programs in geographic areas as well as providing 
multitude of other analyses and simulations which are necessary 
for an in t e 1 1 i gen t pur s u i t of f unds necc s s ary for our educational 
system, our orphans, our aged, our sick and all men seeking aid 
from one of our institutions. 
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CONCLUSION 

The Archdiocese of New York is one of the largest of the 
some 150 dioceses of the Roman Catholic Church in the United 
States, Its committment to education, social service and 

pastoral care is re f 1 ect ed in the fact that published audited 
reports for fiscal 1972- 73 showed that ope rat ion a 1 expend it ures 
for the Archdiocese were s ome $ 1 2 7 , SOS , 8(3 0 . 00 . The solicitation 
of funds and collection of fees necessary to cover these 
expenses cons t i tut es a substantial effort. The efficient use 
of funds provided to us by others is no small undert ak in g * 
Last year in our elementary schools , we expended some $390 per 
student, inclusive of debt service, to instruct a student. 
Obviously, we could do a far better job If we could spend more, 
but there is no more to spend. Considering that a child attends 
some 900 hours of class per annum, it is a sobering thought to 
realize that only some 43 cents per student per hour can be 
expended to form a human nvind and human person. But this type 
of problem is just one of the very sad i n d i c a t o r s o f a b as ic 

human problem, that seems to liavc become rampant in an affluent 
society that relishes its ove ri ndu 1 gence . 

Looking beyond the brief sermon just presented, it is 
important to see that because of severely 1 imi t ed resourcesy we 
must be very cogn i^ant of using cacli dollar opt imal 1 y so as to 
obtain a maximum effect. Viewing as we have in the past 
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45 minutes the intricacy of the church structure here in 
Now York City, it be comes apparent that only the availability 
of computing power could assist in the monitoring of resources 
and the development of procedures and reports which will reveal 
to our benefactors, that every reasonable human effort is being 
made to administer the subs tant ial trust they have placed in us. 



Thank you I 
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FIGURl- 1 

A sample tuition stiitcmont document i 1 lust rates the 
type 0 1' form used as a turnaround document in this system. 
The various reports generated by the sys tern are ind i cat ed 
on the lower line. 




FIGURIi 2 

This outline illustrates in a very general flow, 
the various phases o t' [i rocess i ng in the General Ledger 
System. It is assuincvl t lia t the re ad e r unde r s t and s various 
edit reports are gene rat> d and operat ions control perform 
checks at various points within the procedures to validate 

and update data. 
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FIGUKU 5 

I'igire 3 is a^a^iipU" of the data collection which 
goes to every par i sh and eve ry c 1 cmcnt ary school. On a 
regular basis the clat i are collected for each fiscal 
period, and previovisly entered data are displayed for pur^ 
poses of comparison. 
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The above report serves to illustrate the chart of 
account per capita analysis which is developed for each 
line item in each school, l^er capita receipts and expenses 
t'or the local county and archd iocesc are a i so d i sp 1 ayed for 
purposes of comparison; The county column can be replaced 
by the local public school district sho u 1 d t h a t f i gu re be 
useful , 
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FIGURli 5 

Figure 5 outlines the general flow of information 
within the Teacher F^ersonncl scgjnent of the Parish System. 
The basic reports developed by the system are listed to 
provide a sampling of the typos of information which can 
be devo loped fr omthedatabaso* 



